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Learning environments at the workplace and professional employees

This paper focuses on learning environments at state workplaces as well as their significance to professional employees i.e. employees with university degrees. The state employment area constitutes an important sector in the society and is presently undergoing extensive changes. A number of changes have taken place under the headline “modernisation of the public sector”, which entail several challenges for the employees in relation to adjusting to or seeking influence on the direction of these changes. The state managers also face new challenges regarding their management of the interplay between changes in the outside world and the internal organisational processes of adjustment. These changes have had a significant effect on the development of the learning environments in state organisations. The focus on employees with university degrees derives from the fact that this staff group holds a considerable and increasing significance to the handling of tasks – not only within state organisations but also in other public and private organisations and companies.
	The present paper is based upon the project “Learning environments at the workplace”. The aim of this project was to elucidate how managers and employees together may establish constructive learning environments at the workplace. In this context, constructive learning environments refer to environments that may promote the development of competences and professional identities. The project encompasses four case analyses of the learning environments at four state workplaces. The project took off in early 2003 and finished mid 2005. The main aim of this paper is to present some general recommendations from the project. In order to provide a framework for the recommendations, the paper will present a short account of the main tendencies in the state modernisation policies; an introduction to the learning theoretical considerations behind the project; and a presentation of the four cases.

Modernisation of the public sector and new demands of the employees
Historically, the Danish public sector is a result of efforts to establish a welfare society. The development of the welfare society gathered speed in the 1960s and 1970s. From the late 1970s, however, the welfare model is already accused of being too expensive, bureaucratic and inefficient. Due to this criticism, an extensive restructuring process was initiated under the headline modernisation. The process involved a gradual implementation of new forms of organisational and financial management as well as the introduction of new forms of management, new strategies for staff development and new salary policies.
	The aims and means in the public modernisation process are ambiguous and complex. Concrete initiatives arise from different (and sometimes contradictory) motives and rationales, and are implemented by different governments in a complex interaction with trade organisations and under the influence of wider societal processes of change (Hjort, 2001). In the 1980s, the modernisation initiatives and the ideas behind them had the central ambition of rationalising the handling of tasks as well as rendering it more efficient. This was supposed to call a halt to the increase in expenses without diminishing the level of quality. In the 1990s, the aim was ‘negative growth’. A restructuring of organisational and managerial approaches is carried out with the intention of making reductions in expenses possible as well as rendering the production of public services more efficient. The focus is furthermore to enhance the citizens’ experience of the public service. Finally, the modernisation initiatives aim at securing the organisations’ flexibility and ability to develop. Readiness to readjust at organisational and staff levels is therefore also in focus. The modernisation process has extensive effects on the functioning of public organisations and the service production as well as for the working life of employees, which undergoes changes during the implementation of the various initiatives.
	Despite the political complexity regarding aims and means in the modernisation process, it is possible to point out certain sources of inspiration that seem to mark the initiatives. This concerns in part “tough” rationalisation concepts such as the so-called New Public Management concept (NPM), which to a large extent characterises the public modernisation (Klausen, 1998). The ideas and recommendations of this concept are characterised by attempts to implement organisational, management and staff policies from the private sector in the public sector. Furthermore, the initiatives also seem to be inspired by “softer” and more developmentally oriented concepts such as, for instance, the Human Resource Management tradition (HRM) (Gleerup, 2005; Navrbjerg, 1999). This concerns a managerial trend, where the aim is to intensify the exploitation of the diverse resources held by the work force, and where the usage of information technology plays a significant role. The access to the human resources is sought through new forms of organising work as well as staff policy strategies, which aim at increasing the staff members’ sense of responsibility. Moreover, from the year 2000, the digitalisation process in the public sector is also brought into focus.
	Alongside the modernisation process, it is possible to observe a number of changes from a “bureaucratic” organisational form to one that is “post-bureaucratic”. These changes are characterised by the following tendencies:

	A shift from sharp, vertical and horizontal demarcations within the organisations, where the organisational models decide the subordinate and superior relations, towards a ‘demolition’ of internal organisational boundaries as well as boundaries between the members of the organisations and the outside world.

	A shift away from the organisational integration being obtained through formalised rules for actions, decisions and communication in relation to all employees within the organisation as well as through individual job descriptions, towards achieving integration through missions and values as well as the articulation of common values in the organisation.

	A shift away from attaching knowledge, information and communication to formal positions in the horizontal and vertical distribution of tasks, towards basing knowledge, information and communication on concrete problems and projects.

	A shift from management via orders towards management through agreements and contracts.

	A shift from achieving influence through authority, rules and formal positions towards obtaining influence through institutionalised dialogue as well as persuasion and mutual trust.

	A shift away from a situation where the foundation for a fixed set of rules and procedures comprises of expectations of continuity and unalterableness towards expectations of constant change constituting the basis of reflexivity and self-regulation (cf. Jaffee, 2001).

According to Andersen and Born (2004), a change in the way employees are referred to has occurred as part of the development from bureaucracy towards post-bureaucracy. Former civil servant virtues such as life-long fidelity, loyalty, diligence, conscientiousness and emphasis on formal qualifications do no longer form part of the language. In stead, there is talk of new virtues such as readiness-to-change, ability to readjust, commitment, initiative, understanding of ‘the whole’, self-responsibility and taking on responsibility. Furthermore, there is an increased emphasis on utilising the competences achieved by staff members throughout life and all its aspects. According to Andersen and Born (2004), the demands in the new employee semantics may be summarised in the concept of the responsible employee. This type of employee is characterised by a desire and an ability to shape him/herself; that is, an ability to observe him/herself as a pedagogical project and engage in constant self-correction and self-perfection. The shaping concerns not only formal qualifications. Rather, it entails that the staff members view their entire personality as the object of an alteration project, which continues throughout life (cf. Andersen & Born, 2004). 
	The shift from bureaucracy towards post-bureaucracy and from traditional public servant to a self-responsible employee is visible in all of the four organisations, which we have analysed. Meanwhile, it is characteristic of these organisations that the changes have not been implemented without problems. This is in part due to some organisational paradoxes that may result in a situation, where changes at one level produce unforeseen consequences at other levels. Furthermore, the changes may lead to different forms of defensiveness amongst the employees.
	The changes are moreover marked by the fact that the modernisation tendencies are different from organisation to organisation. The reasons may be that: 

	They have different tasks
	Their work is subjected to different legislation and different rules
	Their access to resources varies
	Their work is subjected to different demands of legitimacy in the public sphere
	Their relative independency in relation to political regulation varies
	Their relation to the users differs
	New technology is used differently depending on the nature of the tasks and the organisations’ concrete developmental aims
	The composition of employees as well as their educational backgrounds and experiences vary
	The historically developed organisational structure differs
	The historically developed organisational culture differs

These differences mean that the learning environments within the organisations have very different characteristics although they are subjected to the same general tendencies in the public modernisation policies.

The learning theoretical basis for the project
The studies of the learning environments necessitated a theoretical framework in order to guide the project design and analyses. In general, we use the concept learning environment in reference to the material, social and cultural conditions for learning processes in social practice (see also Andersen & Trojaborg, 2005). The term refers to the societal conditions for learning processes, that is the contradictory contexts of action and experience, which the individual moves through in daily life (horizontally) and throughout the course of life (vertically), and it refers to the particular people, who interact in these contexts (for a complementary usage of the term “learning space” see Bottup, 2001; Jørgensen, 2002; Andersen & Jørgensen, 2002; Jørgensen & Warring, 2002). The concept is thus not only attached to a local social practice but also the societal conditions for this practice.	Before we could carry out the case studies, however, we needed more precise concepts in order to understand learning environments. We have found such concepts in Etienne Wenger’s theory on social learning (Wenger, 2004).

A theory on social learning
Wenger’s theory is based upon an understanding of learning as a fundamental social phenomenon. The starting point is to view learning environments as conditioned by the relationship between the institutional frameworks, that shape the conditions for staff members’ learning opportunities, the individual prerequisites of the employees as well as their individual and collective usage of the given learning opportunities in social practice.
	Wenger bases his development of a learning concept on the idea that learning is inherent to the human nature and fundamentally a social phenomenon. He links his learning concept to different dimensions of a concept of practice: Practice (what do we do?), sense of community (where do we belong?), significance (what do we have the opportunity to experience?) and identity (who do we become?). To the individual, learning concerns situated engagement in social interaction and the generation of artefacts. To communities, learning concerns the development and refinement of practice as well as the integration of new members. To organisations, learning concerns the preservation, development and co-ordination of the learning communities, which organisations comprise of. 





It is characteristic of organisations that they are based on membership, have boundaries, define roles and qualifications, distribute authority, establish predictable relation through the use of contracts, aims and assessment systems as well as producing a repertoire of procedures and policies, which constitute resources for the members (cf. Wenger, 2004). In order to ensure their survival, organisations are forced to continuously alter their practice by, for instance, developing new models for interpretation of the outside world and for internal adjustment to external demands. The changes in the outside world may involve changes in values, in basic financial conditions, in clients, in institutional conditions as well as changes in technological visions and systems. Organisations are hereby confronted with the challenge of continually interpreting changes in the world and deciding upon their action practical meaning in order to function under new conditions.

Institutionalisations:
Wenger utilises the concept of institutionalisation in reference to the policies, plans, diagrams, standards etc. of the formal organisation. The purpose is to define roles, areas of responsibility, qualifications and the division of authority as well as offering a repertoire of procedures, regulations and policies. Organisations institutionalise in order to co-ordinate actions in relation to common aims. However, since communities of practise cannot be influenced directly, the effect of the institutionalisation depends on the ways in which the communities of practise adjust to it. Wenger’s main point is that if the institutionalisation should serve learning processes among the members of the communities, it must serve practice. Wenger points out three main problems concerning institutionalisation:

	A tight institutional control of activities forces the communities of practice to submit to the organisation, the perspective of those who define procedures and regulations is rendered the most privileged while the perspective of those who use these regulations and procedures is marginalised. This constitutes an attempt to impose the situational definitions and interpretations of the privileged communities of practice, which excludes other communities of practice from exerting influence over their understanding and negotiation of their position in the greater context. Furthermore, this means that the autonomy and areas of responsibility are greatly diminished for these communities of practice, which jeopardises their attention to the organisation as a whole. This may undermines the opportunities of an organisation to promote and make use of the innovative potential within the communities of practice. 

	The various shapes and manifestations of institutionalisations may contain conflicting signals regarding the communities of practice. Moreover, there may strong contradictions between the internal sets of values of the communities of practice, their members’ work orientations as well as the values and work orientations, which the institutionalisation seeks to promote. This may lead to, for instance, that the communities of practice enclose themselves from the rest of the organisation and create a counter-power by acting in opposition to the otherwise well-meaning intentions of the institutionalisation. In such a situation, the general coherence of the organisation’s activities is marked by contradictions and the inability to act. 

	The consequence of institutionalisations may be that communities of practice only to a limited extent participate in the activities of the total organisation. The lack of encouragement to take initiatives, the experience of monotony, a wide-spread usage of control embedded in technical systems and an organisation of work, which involves tight procedures all contribute to an experience of non-participation. Non-participation at this level may result in a lack of co-ordination of activities as well as a lack of development in the total development of the organisation.

Meaning economies:
 Wenger emphasises that a social concept of identity necessitates a social concept of power. He relates his concept of power to the negotiation and creation of identity and links the concept of power to the concept of owner of meaning. Ownership of meaning may strengthen the individual’s influence on the community of practice, while the lack of ownership of meaning may marginalise and exclude people due to a lack of recognition of their opinions and experiences within the community of practice. 
	Wenger relates his concept of power to the negotiations of meaning within the individual communities of practice as well as relating it to the meaning universe of the social configuration, within which the negotiations take place. The latter is referred to as meaning economy. Meaning economies create a structural framework for the negotiations between individuals and communities regarding the ownership of meaning. Local meanings are never just local but draw upon a broader meaning economy, where different meanings are created in different places and compete against each other as to the definition of certain events, actions, symbols or artefacts. The concept of meaning economy reflects the way in which certain meanings achieve a particular status.
	Wenger primarily defines his concept of power positively – as a resource, which the members of communities of practice may draw upon in their negotiation of meaning. However, he does not hide the fact that the use of power may lead to a situation where certain perspectives within the community of practice become more privileged than others, and that this may result in the marginalisation and exclusion of certain individuals. In order to preserve the social cohesion, the control within the power relation must constantly be reproduced, defended and re-negotiated in practice. On the basis of this, Wenger emphasises that communities of practice are not necessarily ‘peaceful havens’

Communities of practice and boundary relations between communities of practice
Wenger perceives organisations as configurations of communities of practice. The term community of practice does not necessarily correspond to vertical or horizontal formal organisational divisions of employees. It is characteristic of the individual communities of practice that they have a joint enterprise, a shared commitment which attaches them to the community and a shared repertoire to draw upon. These have been developed through a collective learning history, and are made use of in the community members’ handling of their tasks. The development of the communities of practice take place via what Wenger refers to as participation and reification. Participation constitutes a complex process, which combines action, conversation, thoughts, feelings and sense of belonging. Participation involves the whole of our personality including our body, consciousness, feelings and social relations and it is based upon mutual commitment. Negotiation is a central dimension of participation. According to Wenger, negotiation not only involves linguistic dimensions but also body language, mimicry and imitation as well as practical mutual influences in relation to the performance of collective activities. Reification comprises of the process whereby we produce symbols or artefacts to which we attach meaning, and which we subsequently take for granted in social interaction. Practice is reproduced and creates structures in the interplay between reification and participation. However, practice is also open to negotiation and thus open to change. In connection to this, Wenger talks of practice as an emergent structure. This means that practice – via its history – may develop novel types of mutual commitment, shared repertoires and joint enterprises. On the basis of this, Wenger emphasises that learning within communities presuppose an appropriate balance between continuity, in order to preserve what has already been learned, and discontinuity, in order to learn new things. To Wenger, experience represents the given resources and qualifications that people bring into the community of practice, while competence represents what is recognised as competent by the members of the community. The relationship between experience and competence contains a socialisation perspective: new members of a given community of practice need to transform their experience in order for it to fit existing definitions of competences. Furthermore, this relationship also contains a perspective of change: new members as well as former members of the community of practice may negotiate and alter the definitions of competences. They may thus contribute to a transformation of the community’s definitions of joint enterprises; to the creation of new commitment relations; as well as to the alteration of the existing repertoire. In relation to a given community of practice viewed as a learning environment, learning may thus be defined as a re-organisation of the relationship between experience and competence, which also furthers the development of the practice of the community.
	Wenger views the process whereby new members are accepted by the community of practice as trajectories. Via their trajectories, new members have the opportunity to move from being peripheral members of the community of practice to being core members. According to Wenger, this process presupposes an appropriate balance regarding both time and tasks in the period where the person changes status from being a peripheral member to gradually being accepted as a core member. Moreover, Wenger points out, that trajectories may also be outward going. That is, a former core member may become marginalised or excluded from the community of practice because their competences and identity are no longer recognised.

Wenger uses the term boundary relations to describe the directly communicating links between the communities of practice within the organisation. The boundary relations hold significance to both the individual communities of practice, to the interplay between communities of practice and to the organisation’s total co-ordination of action and development. According to Wenger, the demarcation of the communities of practice indicates that learning has taken place via an elaboration of the practice of the community as well as the ties between the members. However, when communities are elaborated and consolidated, they may to an increasing extent be taken “hostage” by their own past. In other words, the preservation of continuity is cemented while that, which is discontinuous and innovative is at risk of being eliminated. This may result in a fragmentation of the organisation into different communities of practice with a weak co-ordination of activities and a lack of ability to readjust and create. A demarcation, which is too extensive, may cause a situation where useful connections that transgress the boundaries of a given practice are not seen or sought. 
	At the same time, Wenger expresses that boundaries are like fractures or areas of volcanic activity, that is, areas where innovation may take place. Just like communities of practice, boundary relations may constitute a source of learning. The communicative link may be reified in the shape of boundary objects (e.g. objects, documents, articulated conditions for membership etc.), or it may be characterised as brokering i.e. connections provided by people who can introduce new elements from on practice into another. 

Work identity and the members’ subjective relation to their work:
Learning within communities of practice entails a competence dimension as well as an identity dimension. Communities of practice determine the nature of the joint enterprise, the commitment and the shared repertoire, however, they also determine the kind of person one can be in the specific context. This happens silently as well as explicitly. The identity formation transcends the individual communities of practice among other things because the identity is shaped through life historical learning processes (learning trajectories). The individual forms part of many different communities of practice over time, and forms part of several communities of practice simultaneously at any given time during his/her life course such as, for instance, a family, leisure activities and work. Wenger points out that the identity is characterised by a negotiation of multiple memberships. In any given community of practice, the individual must thus both negotiate a position within the community as well as attempting to unite this participation with his/her identity in other communities of practice. The basic learning understanding in Wenger’s work therefore involves the cross field between communities of practice as learning environments that are shaped through their learning histories, and identity formation, which is a result of individual life historical learning processes and their negotiation of multiple memberships within and across contexts.

Some critical comments on Wenger’s theory
In many aspects, Wenger’s learning theory offers some good concepts regarding the understanding of learning environments within organisations and their significance to the development of competences and professional identities. However, in the following I wish to outline some problematic aspects of the theory as well as some area that are not or only partly included in the theory.

To me, Wenger’s usage of a theoretical separation of competence and identity is too strict and constitutes a main problem to his theory’s internal consistency. The concept of competence is primarily described on the basis of the communities of practice, while identity is primarily described as the result of the interplay between personal learning trajectories, the negotiation of multiple memberships, ownership of meaning and meaning economies. I agree with Wenger’s analytical differentiation between identity and competence as two important aspects of a learning concept, however, seen from the learner’s perspective identity and competence are inseparable. The analytical implication of this must be to understand competence as identity in the light of all the issues that are significant to social learning processes. 

I furthermore acknowledge that Wenger’s theory contains many points concerning the understanding of the complex conditions for learning processes within organisations. However, I also wish to point out that the horizon of this theory is limited to the significance of learning processes to internal organisational development and survival of organisations. In the theory’s focus on the development of learning opportunities within organisations, there seems to be a tendency to neglect the fact that the primary aim of organisations rarely is the support of staff members’ learning processes; rather, the aim is to produce products or services. The management literature encompasses an abundance of examples of other means than the improvement of learning designs to further the development of organisations. This may, for instance, involve intensifying and rationalising the work in combination with increased control and sanctions. New Public Management is a current example of this – with a significant influence on the changes within the public sector.

I likewise acknowledge that Wenger with his theory has an eye for power relations within organisations. For instance, he describes the ways in which domineering meaning perspectives within the organisations’ meaning economies privilege some opinions over others. However, he does not mention that the organisations’ legal and financial conditions as well as agreements systematically privilege the perspective of the management over the perspective of the employees. The negotiations of meaning do not take place on a ‘market’ where all contributions in principal have the opportunity to gain an equal amount of attention. Neither does Wenger refer to the staff members’ institutionalised opportunities to influence the development of the organisation through, for instance, shop stewards, agreements, and health and safety committees. The reason might be the American context where the influence of labour unions is much less institutionalised than is the case in Scandinavia.

Moreover, I acknowledge that Wenger views learning processes within organisations as an interplay between internal structures and processes and altered conditions in the outside world. However, he does not develop precise understandings of the significance of changes in the outside world to the organisations. His orientation towards the work organisation leaves larger contexts untouched – both those with direct influence on the organisation (the material and social outside world); those that are fundamental to the meanings and meaning economies, which may be established in the organisation (societal discourses); as well as the contexts brought into the organisation by the individual via his/her life historical learning processes (see also Elle, 2000). 

In our analytic process, we have paid attention to these limitations in the theory. We have attempted to expand the focus by elucidating contradictory rationales in the development of the organisation; the impact of structurally anchored power relations; and finally the actual conditions in the outside world that are of importance to the internal processes within the organisations. 

Presentation of the four case studies
When selecting workplaces, our primary aim was to gain insight into different state workplaces, rather than searching for workplaces, which may be described as “best case” or “worst case”. In this way, we have attempted to gain insight into the way in which differences in work content, organisation, technology, management approaches, the composition of the staff group etc. provide very different terms and conditions for working with the development of learning environments at the workplace. The case studies bear some common characteristics that reflect our methodological choices. We have, for instance, made agreements with the management and staff-members at all four case organisations with respect to the course of the project and the usage of its results. In all four case studies, the analytical process has been based on written material about the organisations, interviews with managers and employees, group discussions with employees as well as observations. The collaboration with the organisations has in all cases gone on for more than a year. However, there have also been large differences in our approaches to this study. The developmental part of the project has played a central role in the collaboration with the sector research institution, while in the collaboration with the HTX the developmental part was limited to a number of recommendations in a consultancy report. In the remaining two case studies – that is, in the department and the governing body – the investigative and developmental parts were weighted equally. 
	The staff members’ university backgrounds clearly mark our analyses of the learning environments in the four organisations. In most of our interviews, professionalism becomes a central theme, which the participants often return to. It is a common characteristic that staff members with university backgrounds perceive themselves as highly qualified employees and as a result, they want influence on their own job situation as well as autonomy in their work. Furthermore, they possess certain qualifications that in principle grant them a relative strong position. A position, which they may use in order to secure the articulated aims of the organisations; in order to influence the given conditions; or in order to retain the established approaches to work and collaboration in defence of the quality of their work and the values they attach to it. However, our studies’ descriptions of employees with further educations working in state organisations are not unambiguous. The four case organisations represent very different academic work fields: research, the production of laws, teaching and casework. This entails very different professional learning trajectories for the employees – and as a result, the staff members have developed very different work identities. Their work identities are reflected in their subjective relation to the work; in the weight they attach to certain dimensions of their work in the unfolding of their potential; as well as in their perception of which changes of the work and work situation that may in particular be seen as problematic.  
	The following short presentation of the cases will elucidate some of the main differences between the organisations and our methodological approaches as well as differences regarding the academic staff members’ experience of their work:

	The first case is a department. This type of organisation is characterised by being close to political processes. This entails demands of great flexibility and readiness to readjust. In this case, the study and the developmental project were integrated. The focus was on the way in which a model for project work that was developed within the department, could contribute to the development of the learning environment. The civil servants within the department attach their primary work identity to the production of laws and the development of the tax system. They especially appreciate the type of task, where they have the opportunity of influencing the political agenda. This may involve having their results discussed in the parliament, providing satisfactory answers to questions raised in the parliament as well as being involved in optimising the general tax system. If changes in the institutional framework for the work contribute to a successful performance of this type of activities, the staff members’ engagement in their work is increased. If, however, changes in this framework removes the focus from what is perceived to be the core service, it will be experienced a great problem.

	The second case is a governing body. Throughout the past 10-15 years this work place has introduced different forms of information technology as well as organisational changes in relation to the development of casework and the reduction of time spent on handling each case. The study focuses on eliciting new knowledge regarding the ways in which changes in technology and organisation – that is the technical and organisational aspects of the learning environment – work together with the needs of employees with university degrees to develop competences in their work. Furthermore, the study focuses on how the development of competences may be stimulated through the development of learning environments at the workplace. In this case, the development project has been oriented towards finding solutions as to how the employees with university degrees may use and develop their competences in ways that benefit their personal development as well as that of the organisation. The legal case officers within this governing body primarily relate their work identity to the performance of legally flawless procedures as well as to the possibility of controlling the work process from start to finish. If the legal case officers experience that their legal competence development and decision-making power are strengthened, this in return increases their commitment to the job. However, their commitment decreases if they experience, for instance, an increase in vertical and horizontal division of work; increased standardisation and technological control of the work; as well as an increase in the functional division of work between legal case officers that on the one hand develop the quality of the work, and legal case-officers who on the other hand just do their jobs. 

	The third case is a technical upper secondary school (in Danish referred to as HTX), which constitutes an integrated part of a centre for vocationally oriented educations. The centre as well as the HTX education are characterised by extensive organisational and pedagogical readjustment processes. The study has focused on developing new knowledge as to how these readjustment processes influence the social aspects of the learning environment. Furthermore, the study has focused on the opportunities for establishing learning environments that consider the interests of both teachers and management. The HTX teachers especially ascribe meaning to the task of making sure that as many students as possible take their exams and obtain the highest possible marks. Moreover, they attach great meaning to the task of guiding students concerning alternative educational or work-related possibilities if they do not have the prerequisites for graduating from the HTX.  If the teachers experience that organisational changes support them institutionally in relation to the performance of these tasks, they adjust to them and retain their commitment. However, the teachers offer resistance if they experience that the organisational changes reduce the significance of their primary task of educating the students and in stead increase administrative duties. Other situations that might cause resistance involve if the primary task is rendered difficult because the school’s management and systems do not support the teachers’ work or if the personal care for the students is overruled by economically based interests in the earnings and survival of the school.

	The fourth case constitutes a sector research institution. Fusions, budget reductions as well as an individualisation of the research mark the institution. In this case, the development project has been integrated with the study via, among other things, the testing of a method to support the establishment of shared professional and social learning environments. The outset has been a clarification of the individual staff member’s competences and aspirations. This is combined with the articulation of aspirations and suggestions in relation to the development of the organisation’s learning environment. The primary aim of the researchers’ work is to produce and communicate research results. Their most important collaboration partners are Danish or foreign researchers that work within the same field. The researchers find it straining when the conditions for their primary activities are confined. If the work load is too big or the demands are conflicting, the researchers tend to guard their own field and avoid activities and contacts that may disturb the primary work. This is not necessarily harmonious with the demands on the researchers to share their knowledge and engage in multidisciplinary innovative research activities as well as fundraising.

Recommendations to the development of learning environments at state workplaces
	If we are to elicit a general tenet from the results of the case analyses it is – in congruence with Wenger – that the design of organisational development and learning rarely fulfils the intentions, unless it considers the existing conditions within the organisations. 
	In the case analyses, we have observed many examples of ways in which the design may support the learning of staff members within and across communities of practice as well as how it may support the formation of their professional identities. In all the cases, we have witnessed institutionalisations, which have facilitated the staff members’ commitment and imagination as well as a negotiated and accepted alignment with the general aims of the organisation.
	We have, however, also seen examples of types of institutionalisations, which have established contradictory behavioural demands – or behavioural demands that contradicted the employees’ subjective investments in their work. New institutionalisations in the shape of technology, organisational designs, reward systems, policies etc. are implemented in order to meet the changes in the demands of the outside world and/or in order to solve internal problems within the organisations. The institutionalisations take place within a complex social organisation of already existing institutionalisations and established meaning economies. It is therefore not surprising that new institutionalisations often involve unintentional consequences. In these cases, the institutionalisations have not functioned optimally as learning designs. This is not always experienced as an important problem. Within some organisations, the aims of strengthening staff members’ commitment, imagination and learning are clearly subordinate to efficiency goals. Other organisations, however, perceive it to be a significant problem when learning designs do not work as they were intended to because new aims, tasks or work methods require the staff members’ committed participation in and across communities of practice as well as a personal investment in the work.
	The results from our case studies indicate that – at least from a learning perspective – the best results regarding organisational changes are obtained if the organisations continuously develop and adjust institutionalisations and learning designs in consideration of the concrete organisational experiences; qualifications and reactions in the communities of practice; as well as in consideration of the employees’ subjective relation to their work. This does not only require that managers listen to and learn from their employees’ experiences. If the staff members do not engage proactively and put forward suggestions to the management, they are at risk of placing the management in a vacuum with respect to information and decision-making processes. It is likely that in such a situation, the management may make inappropriate decisions, which are based upon an inadequate knowledge of aspects that should undergo changes.

On the basis of this, our overall recommendation is that organisations must perceive processes of change as an interplay between personal and social learning processes as well as organisational development processes. That is, as something that takes time – often long time; something that is contradictory, that can be conflictual, and which demands constant attention, reflection and a continuous revision of plans. In order to make new institutionalisations work, it is necessary to have openness in relation to revising the means on the basis of a deep understanding of meaning negotiations as well as the power and conflict relations in the communities of practice of the organisations.

We have structured the remaining recommendations on the basis of the relationship between different forms of institutionalisation and their significance to learning and competence development within and across the organisations’ communities of practice. Moreover, the recommendations are structured according to the significance of the communities of practice as a support of the staff members’ preservation as well as development of their identities.

Organisational structure
The case studies indicate that organisational changes often encompass the erosion of former horizontal boundary relations between the communities of practice. At the same time, the studies show that new boundary relations often are established either by the employees or via new types of institutionalisation in the shape of altered organisational design.
	If there is an erosion of boundary relations internally within the organisation, the employees are often to a higher degree than previously required to structure their work independently or communally. This necessitates institutional support and opportunities for development of competences. If there is an erosion of boundary relations between the organisation and the outside world – for instance in the relationship with journalists (the department), parents and young people perceived as clients (the TX) or users and interest groups (the governing body) – it likewise necessitates new competences. This includes the staff members’ ability to put themselves in someone else’s shoes and assess their own work from others’ perspectives in order to inform, legitimate or sell. This also requires institutional support of the development of new competences. A problem related to the erosion of boundary relations might be a departure from existing communities of practice. This was seen in, for instance, the department where the economists’ former communities of practice are no longer institutionally supported. It was also seen at the HTX where the collaboration regarding the individual subjects was no longer supported. In both cases, the professional groups attempt to establish informal communities across the institutionalised boundaries but complain about the fact that the organisation does not recognise the necessity of preserving the individual environments. 
	One of the most widespread ways of changing organisational boundary relations is by establishing a team structure. When new organisational forms such as teams are implemented, it usually requires that the employees invest a lot of energy in new colleagues, tasks and ways of handling the tasks. The necessary energy is often obtained by giving a lower priority to other activities and contacts during a transitional period. When implementing teams, it is thus important to consider how the team organisation interacts with former ways of organising the work as well as with the existing communities of practice and boundary relations that have contributed to a qualified work performance. The implementation of teams often involve that staff members must handle new types of tasks related to control, co-ordination and administration of work. The qualifications required to perform self-management and self-administration are not necessarily present among the employees. The implementation of teams therefore presupposes institutionalisations that may support the work of the individual teams. This pertains to, for instance, team handbooks with clear descriptions of responsibilities and competences as well as development project and educational courses in teamwork. Moreover, the implementation of a team organisation usually involves the delegation of managerial responsibilities. On the basis of this, one of the managers in our study calls for research into a management form, which is complementary to self management. Problems may easily arise if the implementation of teams results in an ambiguous placing of managerial responsibilities. The team members might perceive it as an unjust measure, if the management intervenes in relation to issues that the team members consider their area of competence. This also pertains to instances where the management makes decisions that influence the handling of tasks within the individual teams without consulting the team members first. It is likewise important that the contact between the teams as well as between the teams and the management is maintained. We have come across teams that experience being left to themselves without institutionalisations that may strengthen meetings across boundaries and professional dialogue in relation to other teams and the management. The result may be dissatisfaction, which again may lead to entrenchment or conflicts within or between teams.  
	Another example of the introduction of new boundary relations  is the implementation of project work. In the specific case (the department), the aim has been to “be abreast of the development”. The organisation has committed itself to taking initiatives in relation to elucidating problems, articulating suggestions etc, within the area of the ministry. The introduction of the project work as a kind of parallel structure to the existing line organisation has not taken place without certain difficulties. The difficulties are related to, among other things, the existing culture within the organisation as well as to the staff members’ subjective relation to their work. However, they are also related to the fact that the new project work structure establishes a competitive drain of ressources in relation to the employees. Experiences show that the implementation of project work as an accepted part of the general function of the organisation may be a prolonged process. The aim is active acceptance from all sides. That is, acceptance from the units and managers in the line and staff organisation that must give up employees. And acceptance from the members of staff that have to prioritise their participation in the project work over their daily work and the routine performance of tasks for their daily manager. 
	We have also seen examples of the establishment of new boundary relations at the managerial level. This primarily concerns changes in the management structure due to the introduction of company management. With the implementation of company management, it is often an important goal to strengthen the interdisciplinary strategic management. This may involve that the organisation to a higher degree than previously considers the overall strategic development and that decisions are based upon the shared interests of the organisation rather than upon partial interests within the organisation as used to be the case. The risk of a strategic gathering of management responsibility may be a dilution of the management’s communication with the performing sections of the organisation; that is, a dilution of meetings across the vertical boundaries. The employees are at risk of experiencing that the management does not listen to them; that it is no longer possible to obtain exchange of professional knowledge and experience; that different managers send different signals (“too many chiefs”); and finally, that the management “runs its own course”. The strategic orientation is hereby obtained at the expense of organisational integration as well as the commitment and allignment of the employees.

We recommend that the erosion of horizontal boundary relations  and the establishment of new boundary relations within organisations are followed by institutional support for learning and competence development. Furthermore, organisations should consider how to avoid an inappropriate erosion of existing communities of practice. We recommend that a dilution of vertical boundary meetings does not take place unless one has considered how to maintain important dimensions of the contact between the management and the remaining communities of practice within the organisation.

Value-based management
When using the term value-based management, we particularly refer to notions of values, missions and visions. It is ordinary for organisations to seek the establishment of common identities and joint responsibilities by introducing common values. This phenomenon also appears in our studies of the case organisations. The process of creating common values in an organisation may be experienced as developing and productive since employers and employees have the opportunity to negotiate a joint basis for their co-operation. However, we have observed some possible pitfalls regarding the attempts to introduce value-based management. Foremost, the values that are formulated are general and positive but without disconnected to the values that form the basis of the actual work in the individual practice communities within the organisations. 

The values thus easily appear empty, that is, as primarily having an external function in strengthening the legitimacy of the organisation vis-à-vis users and interested parties. Internally, this may have the unintended consequence that employees adopt a critical attitude towards the organisation, because the gaps that they experience between everyday work life values and the values that are described as official by the organisation are too big. The legitimacy of the values and the possibility of them being accepted further depend on the degree to which the individual managers embody these values in their daily actions. Our studies reveal that the actions of many managers seem to contradict the formal values of their organisation. Furthermore, our studies reveal that it is difficult to formulate common values that also mirror the ambivalent and contradictory values, which are developed within the communities of practice in the organisation. In that case, the organisations might sometimes be better off without formalising common values.

The formulation of missions and visions does not seem as problematic as the formulation of common values. Missions are often formulated as general descriptions of tasks that outline some overall strategic framework for the orientation of actions. In our studies, we have experienced that the missions are widely accepted by the employees, and that these may strengthen their adjustment to the orientation of the organisation. At the same time, they offer a basis for the negotiation of joint enterprises of the communities of practice as well as the negotiation of ownership concerning the realisation of the organisations’ mission. Visions might also contribute to the orientation of joint enterprises, but their contribution is often less binding. The attitude of the employees towards the visions covers the full range between accept and denial. Real problems arise if the content of the visions contradicts institutionalised conditions for carrying out work tasks. The result may be frustration, shielding from participation in the strategic development of the organisation and adherence on part of the employees to their own criteria regarding what constitutes a qualified performance of the work.





Within all the case organisations in our sample, IT is a central and integrated part of everyday work life. Most of the work breaks down when the IT systems are out of function. IT systems are introduced with different purposes and have different functions in relation to the work tasks. In three of our case studies, we have primarily encountered IT as a work tool (text and numbers) and as a tool for communication, information, filing and sharing of knowledge. In the fourth organisation (the governing body), a large proportion of the work processes have been rendered automatic by IT. Furthermore, IT is a central vehicle for the quality systems as well as the knowledge and control systems that are employed by the management. The first way of using IT seems to relatively unproblematic. In most cases it facilitates learning processes in and between communities of practice, although the systems may be more or less adequate. Albeit, the construction of the intranet and websites certainly is a possible zone of institutional development within many organisations. Apart from this, the IT systems and in particular the mail systems may reduce personal communication. We have often heard complaints about this from new staff members. Moreover, they might be used in order to shield communities of practice from engaging in mutual dialogues as well as dialogues with the management. The on-going development of this type of IT-systems also demands a continuous development of the competences of staff members.

The second usage of IT relates to the introduction of IT-based case-handling systems. In this type of systems, a lot of work functions, which previously demanded professional judgement, have been rendered automatic and the work operations are now linked together by, managed by and controlled by the technology. The standardisation and automation of the work increase the flow in production and thus increase efficiency. The augmented efficiency may imply better services to the users (faster decision-making processes regarding cases). Moreover, due to the standardisation and continuous quality control, the systems may be developed to facilitate correct case-handling and decisions. However, from a learning environment perspective this way of employing IT-systems may be accompanied by some risks. 

First of all, there might be offered too little attention to the interconnected conditions of implementing these kinds of systems regarding management, control systems and job constructions. Secondly, the standardisation and automation processes might imply a deskilling (har aldrig hørt det ord før?) of employees, who might experience alienation on their part. The deskilling process is particularly evident if the challenging work with quality development of the systems is handed over to staff in a different department and removed from the case handlers’ daily practice. In this case, a general learning theoretical assumption becomes very visible, that is, that an elimination of the possibilities of negotiation within the communities of practice weakens their influence upon the meaning economy of the organisation as well as their ownership to meaning. This has negative consequences with respect to the engagement and adjustment of the employees. Some of the possibilities that exist in order to maintain a developing learning environment within this kind of organisation are to let the case handlers participate more actively in the development of the systems. Furthermore, the organisation may expand the job functions of the employees and allow them to engage in contact with users, analytical work and information tasks.

We recommend that organisations offer education and guidance to their employees with the aim of creating new opportunities for developing the necessary IT competences. Furthermore, they must work on a continuous basis on the improvement of job constructions by improving and developing IT solutions. We recommend that organisations continuously consider if the relationship between personal communication and IT-based communication is optimal with respect to the experienced staff as well as with newly appointed staff. We recommend that in the case where organisations as part of the governments digitalisation strategy integrate IT in the different parts of the organisations, they should consider how it is possible to secure the job satisfaction of the professional staff. This may involve the usage of job enrichment and increased insight into as well as influence on the job construction and planning processes within the organisation.

Incentive and control systems
In relation to the concept of incentive systems, we particularly refer to wage systems and systems for formal recognition. Incentive systems often have a strong impact on the adjustment of employees and their commitment to the organisation as well as their work.

When properly organised, that is, when the culture and the social dynamics amongst the employees are considered, incentive systems may have a positive effect and strengthen the learning environment of the organisation. Usually this implies a balancing of several relationships. This includes the relation between individual incentives and collective incentives and the relation between an efficient handling of the daily work tasks and the participation in more development oriented activities or cross-boundary activities. However, due to the motivational strength of the incentive systems there might be a risk at play – namely, that the incentive systems lead to unintended consequences. When organised inappropriately, the incentive systems might lead to a situation where employees guard their personal knowledge as personal capital. This may prevent the sharing of knowledge and create tensions between the employees. Moreover, some employees or groups of employees might develop an instrumental relation to their work, where that they do what they have to do without taking responsibility for the organisation as a whole.

Similar problems may be attached to controlling interactions and work. The employees mutually evaluate each other during their daily work; they evaluate their managers and managers evaluate them. This is built-in to the negotiated control of the daily work, which goes on unnoticed by and large. Furthermore, to a wide degree the employees accept a number of institutionalised forms of control. The researchers accept control of their results measured from the number of their publications. In the department, the professional staff members accept control of the work carried out by the managers (and they do not want to do without it). At the HTX, external control of the pupils’ results (censorship) is widely accepted. And in the governing body, the employees generally accept that the quality of their work is controlled. However, the forms of control may have unintended negative consequences concerning the work motivation of these employees – and thus their learning processes. This is particularly the case if the control is not perceived as reasonable and meaningful. We have observed this situation at the HTX where new systems of control of their correction work were applied. Furthermore, this situation appeared in the governing body, where the technology-based control was very tight and beyond the influence of the employees.

We recommend that incentive and control systems be planned with the intent to achieve legitimacy and become adapted by employees. In other words, it is important to bear in mind that the systems act together with negotiated understandings of reasonableness and justice within the complex configuration of communities of practises that constitutes organisations.


Formally organised learning oriented activities 
Most employees working in the organisations under study are very conscious of the fact that the continuous organisational changes and changes in the content of work increase the necessity of personal adjustment and the development of new competences. In most of the organisations in our study, we have observed a positive attitude towards participating in education and other formalised learning activities such as conferences and seminars. This seems to occur when the participation is linked to the development of competences that are promoted by the management as well as when the participation aids the achievement of the employees’ own goals. However, we have encountered situations where learning oriented activities such as team and project work that aim at the implementation of new organisational conditions have not sufficiently taken into account the conditions of the surrounding world. In such situations, the activities have been out of tune with the learning needs within the organisations. However, we see a more fundamental problem in the cases where employees experience that they do not have sufficient time and resources of energy to use the spaces of reflection and appropriation that might be offered by formalised learning oriented activities due to the pressure of their daily work. In solving problem, organisations must be aware of the pressures on their employees and they must find adequate answers to the question of how learning oriented activities may be a realistic road to learning for the single employee.

We recommend that organisations make sure that employees have the opportunity to participate in formalised learning oriented activities. We recommend that organisations demand that the institutions and companies that offer educational services target their programs so that they fulfil the needs of the organisations. Furthermore, we recommend that the organisations contribute actively to the process of targeting the educational programs. We also recommend that organisations – as they pursue the possibilities of participating in formal learning oriented activities – consider the pressures in the total work situation of the employees and try to articulate adequate answers to the question of how these pressures may be relieved. 


Institutional support to mutual learning in communities of practise
Organisations do not function, unless employees continuously learn from each other. This is most evident in the case of newly hired staff. The minimum demands – that in most cases are very high for the professional staff – tend to be very different. In the research institution, the professional staff must be able to do research, have articles accepted by the right journals and obtain resources for their research. In the department, the professional staff must be able to answer questions from the parliament, elaborate laws and be interviewed by the press. In the HTX, the professional staff must be able to prepare their pupils for examination and secure a reasonably high average mark without a high drop-out-rate. And finally, in the governing body it is demanded of the professional staff that they handle a large amount of cases correctly. The different job conditions call upon different core competences, which the staff members have to define themselves in their mutual negotiations within the communities of practise. Among more experienced staff members, there is often willingness to help new colleagues. However, we have also encountered the idea that it usually quickly becomes obvious whether a new staff member is suited for the job or not. The case organisations try to institutionalise the learning processes of new staff and their appropriation of the necessary competences by working with coaching, mentorship and apprenticeship. Nevertheless, new staff members often experience that they need more support than is offered in relation to, for instance, the type of IT-based systems of knowledge sharing that can provide information, overviews of networks and resource-persons as well as direct support when carrying out the work tasks.

	The opportunities for the more experienced staff to engage in mutual learning depend on the one hand upon the interplay between the institutionalised facilities that promote clarity in the joint enterprises; the placement of mutual responsibilities; professional support; time for reflection; communication across the boundaries of communities of practise etc. On the other hand, they depend on the conditions for the negotiation of meaning within the communities of practise that determine what is recognised as competences and legitimate identities. The opportunities of the communities of practise to engage in mutual learning may be characterized by inappropriate institutionalisations, by institutionalisations that are either too strong or too weak. At the same time, it plays an import role for the mutual learning, if the communities of practise have the opportunity to affect the overall meaning economy of the organisation – or if they experience that their opportunities for negotiation are limited. Furthermore, more specific conditions may be at play in the single community of practise, which cause the development of very different forms of mutual engagement as well as marginalisation and exclusion processes despite common institutionalised conditions.
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